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ABSTRACT
Relationship Between Clergy Effectiveness
and Personality Integration
(May, 1977)
Paul Henry, B.A., All Hallows, Dublin; M.A., Stetson University
Ed.D., University of Massachusetts
Directed By: Dr. Susan Campbell
Recent research has indicated to those responsible for the
continued development of the Roman Catholic Clergy that the collegial
style of leadership required of priests demands a high degree of per-
sonal development. There is also evidence that priests are not as
self-actualized as they might be, given the nature of their ministry
and the expectations for leadership placed upon them by the contempor-
ary church. This study was designed firstly to demonstrate that pro-
moting the personal growth of priests is not alien to the objective
of maintaining institutional integrity. This study also set out to
investigate certain personality factors which would discriminate be-
tween clergy effectiveness and ineffectiveness.
The data was gathered for the study in collaboration with the
Center for Human Development, Notre Dame, Indiana, from a
population
of priests participating in a national continuing education
program.
TV
The research considerations within this study are based on the
assumption that personality integration correlates highly with behav-
ioral competency. The specific factors which this study focusses on
as key components of personality development are: self-concept, ego
development and those values and behavioral traits associated with
Maslow's theory of the self-actualized person.
A total of 154 priests took part in the testing phase of the
study and each individual was rated for effectiveness by three key
supervisors using a rating survey designed especially for this re-
search.
The major finding of the study clearly demonstrates a highly
significant relationship between self-actualization and positive self-
concept and clergy effectiveness. There was also found to be a sig-
nificant positive relationship between democratic, collegial leader-
ship style and the effectiveness of the priest. Those priests who
were characterized as more traditional and autocratic as leaders were
judged as less effective in their ministry.
The data does not necessarily suggest that personality develop-
ment is the only variable which relates closely to effective leadership.
There is evidence, however, from this research to demonstrate that
training to improve one will effect the other. This has implications
for those who are responsible for the development of effective
leader-
ship. The findings suggest that the process of encouraging
growth m
persons does not necessarily set them against the
organization. In
V
fact, given the evolving nature of the Catholic priesthood, there are
indications that those who are characterized by a relatively high de-
gree of self-actual i ration contribute more creatively tc the contem-
porary church and do so with a greater sense of self-satisfaction.
Research in management elsewhere confirms the wisdom of encouraging
growth rather than repressing it as the key to organizational effec-
tiveness.
vi
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CHAPTER I
INTRODUCTION AND STATEMENT OF THE PROBLEM
This study was designed to investigate certain personality fac-
tors which may discriminate between clergy effectiveness and ineffec-
tiveness.
Such information should prove useful in designing curricula
and learning experiences in a major leadership training intervention
Tor pn'ests. and for identifying those factors which tend to promote
behavioral competence and effective leadership.
The data necessary for this study was gathered in collaboration
with the Center for Human Development, Notre Dame, Indiana from a popu-
lation of priests participating in a national continuing education pro-
gram. The program is unique in that it is the first with Catholic
clergy which gives focus to personal development as an approach to
the development of professional leadership.
The research considerations within this study are based on the
assumption that personality integration correlates highly with behav-
ioral competency. It is hypothesized that this should be particular-
ly true of certain professions which are relational in their process
and where the human element is foreground, e.g., counseling and clin-
ical psychologists, teachers and the group which is the subject or
this study, the clergy.
2The specific factors which this study focusses on 3 s key com-
ponents of personality development are: self-concept, ego-development,
and those values and behavioral traits associated with Haslow's theory
of the self-actual ized person. The hypothesis to be tested is that
clergy who are rated (by selected supervisors) as effective in their
various functions and as leaders would be characterized as (1) more
self-actualized, (2) have more positive self-concepts, and (3) demon -
strate higher ego-development than those rated as ineffective
.
Significance
In 1972, Eugene Kennedy published his psychological study of
American Priests, which was sponsored by the Catholic Bishops. His
report which revealed that a majority of Priests were underdeveloped
psychologically concluded with a challenge to church hierarchy in the
form of two basic questions:
1. Do you put first priority on assisting American Priests to
achieve greater personal maturity, and therefore, greater
effectiveness as priests?
2. Do you rather put priority on American Priests adjusting them-
selves to the expectations of the institutional priesthood
even at the price of not developing themselves?
The conflict implied in these two points of view exists
be-
cause those responsible for the priesthood have long-term
expectations
of how the men who are priests should be recruited,
educated and how
3they should live. These might be described as the institutional ex-
pectations of the priesthood, the conditions which, if observed read-
ily, will minimize the stress in administering the activity of priests
so that it fits into the pattern of organizational needs. On the other
hand, as the men who are priests become increasingly aware of the prob-
lems they experience because of their lack of personal development,
many will begin to seek what they consider to be an appropriate remedy
for their problem. This movement will be toward those values and ways
of life which will provide greater freedom personally and occupation-
ally. They will reject solutions which emphasize conformity to organ-
izational expectations without adequate consideration of what they
value in their personal growth.
The problem of church leaders is one which is common to all in-
stitutions: how to manage personnel so that what contributes most ef-
fectively to personal growth also contributes to the work of the organ-
ization. In the minds of some, the desire for personal growth on the
part of priests and the seeming institutional restrictions and expec-
tations for their acceptance of traditional patterns meet in a head-
long conflict.
The purpose of this study is to explore how this problem may
be resolved, by demonstrating that the process of releasing growth in
priests does not necessarily set them against the institution in
which
they work; that there is in fact a significant relationship
between a
greater sense of self-satisfaction on the part of the
priest and his
ability to contribute to the institution greater
cooperation and the
4creative leadership which the church calls for today.
For the problem posed by Kennedy to be brought into sharper
focus, it is necessary to look at what is happening today in the
Catholic Churchs' development and in the life and ministry of priests.
An evolution is taking place in the church's self-understanding and
with it has come a parallel shift in the identity and leadership func-
tion of the priest.
The Growing Pains of Church and Ministry
This chapter will explore firstly the practice of authority in
the church and secondly the spiritual and pastoral theories of the
church and the relationship of these to the life and ministry of
priests. Part three deals with the psychological development of
priests.
A. Th e Developme n t of Authority in the Church
Organizational change in the Catholic Church in this past decade
might best be described as a movement from the model of church as in-
stitution and bureaucracy, to church as community and agent of change.
These models imply seemingly opposite values and behaviors and one c&n
imagine the pain involved in the transition process, experienced
most
acutely perhaps by those in positions of leadership.
5The shift is from a pyramydal model of authority to a greater
emphasis on personal freedom and mutual responsibility. It is a move-
ment which has been accompanied by a crisis of growth which has been
described as adolescent in nature. The Second Vatican Council undoubt-
edly released untapped energy and dynamism long dormant within the church,
but it also exposed an immaturity of faith and relationships which when
brought into the light of day occasioned unprecedented confusion, con-
flict and confrontation, accompanied by the greatest exodus of people
both clerical and lay in hundreds of years:
The problem of authority and structure in the Catholic Church
is a complex one. Until recently, the ideology on which the structure
was based argued that the distribution of authority was of divine ori-
gin, that bishops are the "successors of the apostles" and that they
enjoy in a special way the guidance of the Holy Spirit; the pope is
the vicar of Christ, the successor of Peter, and so guided by the Holy
Spirit as to be infallible. Under such circumstances, the role of
authority is viewed almost necessarily as a lonely and difficult one.
The pope and bishops, and by extension the clergy, will speak the truth
quite independently of what people think, or of the changing winds of
popular fashion. The authority of church leadership is divine and
sacred and it would be immoral to share that authority with others.
Since the authority is God's, it cannot be given away or shared.
Wnetner one obtains consent and credibility is irrelevant; all that
counts is that one be true to the tradition of the church, the
prompt-
ings of the Holy Spirit and the power given one by Christ.
It should
also b° remembered that this exercise of spiritual
authority for
6hundreds of years co-existed and was co-exercised with "temporal" power
in the strict sense of the term. Popes were temporal rulers like their
counterparts the kinds in Europe, and it was only natural, albiet re-
grettable, that the exercise of their authority should in many ways
have followed along the lines of what was then regarded as proper for
temporal rulers. In the middle ages when the European approached his
king or his bishop, it was in the clear understanding that he was a
subject of both.
The Protestant Reformation (1517 - 1564) was a reaction to
this practice of authority in the church. In response to this vast
"schism" and attack on its authority, the church responded with a
Counter-Reformation. On the defensive, it became more entrenched in
this model of authority which it canonized into practice at the Council
of Trent so that it endured until our own day.
The inadequacy of this top-heavy model remained essentially
unexposed until the debate which began at the Vatican Council, where
it came under increasingly heavy attack. Theologians and pastoral prac-
titioners questioned its (underlying) assumptions, suggesting that
there is little validity to them, theologically, historically and so-
ciologically.
Hamilton Hess (1967), in citing some of the imbalances inher-
ent in this approach, implicitly refers to the reforms needed.
1 . The notion that the prophetic and leadership
powers oi Cnrist
are the exclusive possession of the hierarchy (Pope,
Bishops,
Priests) who may share them by delegation, but without re.e.-
ence to the many ways in which lay persons
innerently share
in these authoritative functions by virtue of
the.r own voca
tions as baptized Christians.
72.
The notion of authority as being received from God by the hi-
erarchy for the purpose of ruling over the community from above,
rather than as receiving this authority within the context of
the community itself for the purpose of ordering the community
from within.
3. An impersonal legalism in the exercise of authority, resulting
from a top-heavy centralization of authority which owes its ex-
istence to a long process of the upward absorption of authori-
tative functions.
4. The notion that because authority is a divine gift, the manner
of its exercise is not liable to question nor the competence of
its functionaires open to challenge from below.
5. The assumption that, because of the supernatural realities with
which it deals, the administration of church authority is not
bound to recognize the human situations and basic human rights
of its subjects, (p. 56)
The Vatican Council recognized in the classical model a view of
the Church as a spiritual government rather than a community of mutual
responsibility, a view which draws a clear, if implicit, line of dis-
tinction between "professional Christians" of the governing classes
above and the ordinary Christians below. It is a view which emphasizes
the juridical powers of the church's leaders rather than their respon-
sibility to serve.
Avery Dulles (1974) graphically depicts the approach to the
priesthood which grew out of this model of the church:
In the institutional model, the priesthood is viewed in terms of
power. The threefold power of teaching, sanctifying and ruling
is concentrated at the top, in the Pope and Bishops. The priest-
hood is seen as a participation in the power of the bishops.
All
the functions of the bishop or priest are juridicized. When ne
teaches, people are obliged to accept his doctrine
because
*?,
his knowledge or personal gifts but because of the
o,fice he holds
When he celebrates the sacraments, the priest
exercises sacred
powers that others do not have. According to some
theories , the
priest's "powers of the keys" enables him at
his own discretion
8to supply or withhold the means of grace, and thus to confer ordeny what is needed for salvation--a truly terrifying power over
people. When a priest commands, he does so as one set over people
by Christ, so that to resist his orders is equivalently to rebel
against Goa himseif. (p. 163)
Reflecting on this view of the priesthood and the hierarchical
power structure which made it possible, the church at the Second Vatican
Council recognized the message of history--that it had reached the pin-
nacle of personal and organizational effectiveness in the first days of
its existence, precisely at a time when it had none of the trappings of
the European monarchy or of formal bureaucracy. In replacing the hier-
archical model with the image of the church as the "people of God," it
underscored one point on which the church differs drastically from the
majority of organizations: The intimate and reciprocal relationship
between personal and organizational effectiveness. The church is first
and foremost a community where distinctions among people describe dif-
ferences of function rather than status.
The church is not to be defined as the hierarchy plus the left-
overs, but as a communion of persons within whom exist various groups
such as bishops, priests and laypersons, all joined to one another in
their common designation as the People of God.
In Roman Catholicism today, there is a full scale revolt against
the excesses of the cultic concept of priesthood which predominated in
the hierarchical model of church discussed above. The cultic element
of his ministry from which is derived the title "priest" will
always be
a central aspect. But as Avery Dulles suggests, the
stereotype of the
priest which flows from it-of the man divorced from reality
and the
9everyday lives of people-is one of the sources of the present vocation
crisis in the church. In this past ten years, there has been an alarm-
ing fall-off in the number of candidates aspiring to the priesthood--a
fact which perhaps more than anything else will, if it continues, change
our present practice of management in the church.
B. The Development of Spirituality and Pastoral
Theology in the Church
.
Relevant to this study is an exploration of the theological de-
velopment of spiritual and pastoral theories of the church and the rela-
tionship of these to the life and ministry of priests.
Theological Dissociation
Thou shalt love the Lord thy God with thy whole heart and soul,
mind and strength. This is the first and greatest commandment.
And the second is like unto the first: thou shalt love thy
neighbor as thyself. (Matt. 22: 37-40)
As derived from scripture and tradition, the Roman Catholic
Church is concerned with the dynamic reciprocity and the indispensable
association between eternal and temporal, between religion and social
justice, between salvation and earthly values, between the supernatural
and the natural, between the spiritual ar.d the corporal, between God
and man. For each pair of terms, the thrust of both the first and
second commandments is essential. However , it is necessary to distin-
guish in order to unite what has been disunited through opposition.
In many respects, in the beginning, Christianity transcended
"religion" as we often think of it since it had neither
clergy nor
10
temple. Over the centuries, however, Christianity developed increas-
ingly into a religion comparable to other rel igions--with its priests
set apart, distinctively dressed, and living and acting as members of a
clerical class, with rights and rites that were isolated from e eryday
life. Formalism became accentuated, while the influence of worship on
man's life dropped to second place. Consequently, the Catholic Church--
especially since the Council of Trent--has stressed the first command-
ment through its spiritual orientation and deemphasized the second com-
mandment. A major thrust of the Second Vatican Council was to renew
emphasis on the second commandment through new directions in the pastoral
work of the Church.
Prior to Vatican II, and especially since the Council of Trent,
the most obvious dichotomy was between the temporal and the eternal.
It seemed good to despise the earth and love only heaven. To the de-
gree that this dissociation grew, the church moved headlong toward cler-
ical ism.
The church has also been accused of creating a separation be-
tween religion and social justice. Religious values were preached in
an exclusive fashion, and the obligations of justice or equity were
preached largely without conviction or personal involvement.
More profoundly, there was a dissociation or opposition between
salvation and earthly values, between the natural and the supernatural,
between the corporal and spiritual. The soul counted as everything.
The body appeared as a mere accessory.
11
Finally, all these related dissociations implied a dialectic of
opposition between God and man; hence, the aphorisms current in a cer-
tain kind of spirituality from the seventeenth through the nineteenth
centuries: "all for God and nothing for man." (Laurentin, 1972, p.
126 )
In spite of their associative nature, mutuality and interdepen-
dence theologically, this polarization of the spiritual and pastoral
led to antagonistic oppositions. As a consequence, this polarity, along
with the model of authority which flowed from it, has been an evolution-
ary force in shaping the lives and ministry of Catholic clergy, leading
to considerable confusion and conflict. Since the seventeenth century,
this very dichotomization has induced a bias within Catholicism toward
spiritual orientation. Less emphasis has been given to social action,
implications of communal worship and the "ex opere operantis" aspect of
the sacraments. (Potrin and Suziedelis, 1969)
Early in America's history, the hierarchy sought to foster a
spiritual stance on the part of priests by clear directive in a pastor-
al letter of October, 1829, from the First Council of Baltimore:
Your flocks may find sufficient relaxation in their intercourse
with each other: from you they expect instruction for the ser-
vice of God, not suggestions as to the regulation of their tempor-
al concerns with which you should scrupulously avoid any entangle-
ment. (Ellis, 1971 , p. 48)
Other than a few exceptions, of priests who became actively
in-
volved in politics and social issues, the traditional and
sacred defin-
ition of the role of the priest, until relatively
recently, has teen
emphasized over secular definitions of priestly
qualities and functions
12
both in teaching and in practice. One positive result of this was that
the priest was at least clear about his role.
The Social Encyclicals and the Second Vatican Council
From the context of this spiritual role expectation, there grad-
ually arose a social awakening on the part of the Church, indicating
that neither role, sacred or social, can be reached authentically, ex-
cept in association with the other. In 1891, Pope Leo XIII wrote the
encyclical Rerum Nov arum in which he developed basic principles for
correcting or alleviating evils attendant upon the disruption of the
social economic order. Forty years later. Pope Pius XI amplified the
principles of Leo XIII. Two basic tenets of his encyclical, Quodrag -
isimo Anno
,
were:
1. The economic order is to be governed by justice and charity;
2. There should be established, both within countries and among
nations, a juridical order designed to insure smooth function-
ing and implementation of the requirements of justice.
With the election of John XXIII, a new spirit enveloped the
Papacy. He summoned the Second Vatican Council, and he likened him-
self to a window-opener admitting fresh air into the stale and stuffy
halls of the Roman Catholic Church. Pope John made a transition
from
the abstract method to an inductive method which begins with the
real-
ities, the aspirations of man for justice and community, and the in-
stitutions which turn these aspirations into reality. In
his social
encyclicals, he continued the thrust toward the renewed
integration
13
of the spiritual and the temporal in the recognition that the church
falls far short of its ideals in failing to promote a ministry of love
and justice to the whole man, both body and soul. In his uniquely hu-
man approach to the papacy, he lent power and credence to his words
through the manner in which he led his own life, mingling frequently
with ordinary people in the street, and vistting the hospitals and pri-
sons of Rome, often to the consternation of those responsible for his
safety.
In the Pastoral Constitution on the Church in the Modern World
,
the Second Vatican Council examined the whole of economic and social
life in the light of development. As the Council's ideas evolved, de-
velopment was seen in the context of a theology of creation and of hu-
man worth which reconciles men's mundane aspirations with their strong
yearning for the Divine (Laurentin, 1972). The council Fathers attempted
to effect a transi tion from a legal moral ism to a kind of theology of
values, leading Gutierrez (1973) to conclude that there is no longer
any question of preserving a static dualistic order, but of a search
in which man can reach fulfillment today--in a new exodus. He calls
this exodus--the "Theology of Liberation."
The teaching of the Council was that no solution to the quest
for spiritual and human fulfillment can be based, on a dissociation be-
tween the natural and the supernatural but rather through a
profound
integration and an ordering toward the fullness of all that is
human.
"Hence", as the new catechism (1969) states, "love of
God and of man
cannot be separated.
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The consequences for priests and for people are dramatic. To
labor in the market place, to promote justice and peace and a more hu-
man way of life is a way of relating to the divine. Going to God through
people forms an integral whole with going to God through prayer. Behav-
iorally, in genuinely loving people, one is loving God. Conversely, in
authentically loving God, one is loving people. Consequently, social
action and deep involvement in the real affairs of people has become
an acceptable avenue to God both for ministers and lay persons.
Developments in the Role of the Priest
After winning acceptance by the Roman State at the time of the
Emperor Constantine (325 A.D.), the church developed steadily into a
hierarchical and bureaucratic entity. In an undifferentiated and stable
environment, the church grew to enormous size and almost universal pre-
sence. Its pyramydal structure of authority, with all the rules cofi-
fied and a set of fixed principles indicating how to deal with various
problems, was an appropriate form of organization for the long epoch
of agricultural civilization (Toffler, 1970). This structure, how-
ever, was less appropriate in the age of industrialization where the
emphasis on centralized control and high efficiency catered to subser-
vience and conformity rather than personal development. Now in the
super-industrial society with change accelerating exponentially and a
new awakening to the dignity of the person the church reevaluates
its
political and cultural forms and structures. In the Pastora_
l_Consti-
tution on the Church in the Modern World (1965), the bishops
at the
15
Second Vatican Council stated with regard to organizational structures
and the person:
The beginning, the subject and the goal of all social institutions
is and must be, the human person (p. 224).
Problems arise, however, when principles begin to be translated into
practical reality. The cultural and theological upsurge of personal-
ism with emphasis on "being in relationship" with the consequent posi-
tive effects of personal growth and development began to penetrate the
clerical world. With it came a reappraisal of the priests’ ministry
and how it was to be externally expressed--a movement which produced
a deep apprehension for some priests. Before the Second Vatican Coun-
cil, priests felt that they knew what was expected of them; correspond-
ingly, the laity knew how to relate to priests. The priest's role was
spiritually oriented with close adherence to the canonical regulations
that bound men to one or another of the priesthood's implementations,
parish work, teaching or bureaucratic chancery work. Traditionally, in
America when the role of the priest was the holding together of the im-
migrant parish, he could view himself as quite successful, if none of
his parishioners "fell away" from the Church, and if he made a number
of converts. However, in the late sixties, with the shattering of se-
cure surroundings, the multiplication of new ventures, the sudden envi-
ronment of uncertainty, the new emphasis on values of personalism, it
was suggested by the devotees of the theology of liberation that the
solely spiritual and paternal image of the priest needed to be
replaced
(Gutierrez, 1973). Accordingly, the role of the priest ought to be
that of "enable", a facilitator rather than continue
in the guise of
16
paternal authority. Instead of promoting spiritual dependency, the par-
ish priest--according to this new view--needs to be one who creates
with others; an environment that will provide the opportunity to choose
a fuller and more human life experience. This different role orienta-
tion tends to emphasize more pastoral or secular activities on the part
of- the parish priest such as counseling, community organizing and so-
cial action. In this framework, the dualisms of the past with their
nature/supernature, flesh/spirit antagonisms are encountering a contem-
porary world view that perceives the natural order and the supernatural
order as an integrated gestalt.
The emphasis of the Vatican Council on subsidiarity and colle-
gial ity has encouraged many priests to assume greater responsibility
and initiative in the exercise of their ministerial role but, for many
others, the transition is not proving to be an easy one. There are
those who continue to defend the pre-Vatican II traditionalism which
sees the priest in a sacred state: set apart, performing routinized
duties, practicing self-denial, dedicated to the institution, relating
to the laity in a formal manner, primarily as a spiritual authority,
measuring success by a code that emphasizes following the rules--a
priest twenty-four hours a day, every day. The March 22nd, 1974 issue
of the National Catholic Reporter reported that a national evaluation
committee had been established to deal with the polarization that had
developed between the traditional group and the more progressive ele-
ment who were opting for a change to a more professional priestly role
living a more secular life style in the world; emphasizing
innovation
and creativity, developing skills and abilities; relating
to the laity
on a personal
,
social and professional level in cooperative action;
serving as an agent of social change; having a personal life apart
from work as priest.
The direction that the church is taking, at least in theory,
appears to support the more progressive viewpoint, which flows from
the newly reemphasized integrated spirituality. It is no longer enough
to limit ministry exclusively to ritual, to annointing with water and
oil, to mouthing expected words, to relating to people in an autocratic
paternalistic fashion. With collegial ity as the new style of leader-
ship and the renewed value placed upon the human, human feelings and
human intimacy emerge as integral parts of successful ministry and
celibacy no longer means avoiding deep relationships.
Further, being empathic and sensitive alone is not sufficient.
Skills are needed if priests are to be facilitators of human and spir-
i
itual growth. Furthermore, to be effective, they cannot be merely cat-
alysts or helpers in the paternal sense, untouched in the human inter-
change. Rather, they need to be open and vulnerable in the reciprocal
process.
C. The Psychol ogical Development of
t he Prie s t and His Evolving Role
Since the Second Vatican Council, organizational changes have
taken place which effect the life and ministry of the priest,
and col-
legial structures have been established which attempt to
embody the
new spirit of freedom and co-responsibility. This
implementation
13
process has had mixed success. It is one thing to propose new struc-
tures which the church has; it is quite another to expect the internal-
ization of the new values and behaviors implied in them to take place
overnight. Many priests simply were not ready and few programs were
initiated to help the individual priest grow personally and profession-
ally to a point where he would be more comfortable in his new role. A
number of studies have confirmed that the institutional model of author-
ity and the "spiritual orientation" in ministry have shaped the priest
psychologically and left a profound mark oh his personality.
Psychological Development
There is a long-time cultural bias toward regarding the priest
as somehow exempt from the human condition and its frailties, and it
has led people to think that a special psychology is necessary for the
understanding of priests. Psychoanalyst Margaretta K. Bowers has writ-
ten:
All through the ages, the clergy has suffered from the insurmount-
able contrast between their very real humanity and the transcendent
requirements of their symbolic representation as the priest, the
incarnate Christ (p. 9).
Because theology and spirituality had become so other worldly in its
eniphasis, the priesthood was surrounded with assertions and traditions
that have set the priest apart and made him, in effect, an extraordin-
ary person in the eyes of the church and its human communities.
This
is reflected in the way the priesthood has been written
about— the so-
cial reinforcement of the priesthood by the Catholic
population, and
the general esteem accorded to all clergymen. In
the eyes of Catholics
19
priests have very special qualities. This has notably affected the
conditions of recruitment, training and the living and working exper-
iences of priests. They have been encouraged to look on themselves as
separate, called to a very high vocation of service, and asked to trans-
form their own personalities into that of Jesus Christ Himself (de
Hueck, 1950).
This attitude persists in spite of a number of psychological
studies regarding priests and religious (reported in the review of the
literature chapter). Andre Greely (1972), for example, reflecting on
the findings of his sociological study of the priesthood, which in-
cluded a measure of psychological well-being, concluded that priests
are by and large, men who have the kind of qualities required to be
clergymen in the immigrant Tridentine Church.
They are not strongly self-actualized, but neither are they difi-
cient in personality development when compared with other Americans.
They are not strongly self-assertive and do not display much capa-
city to deal with their own aggressive feelings. On the other
hand, they are hopeful about both themselves and the human condi-
tion, precisely those qualities required of those who are to be
cultic and social service functionaries in what is essentially a
static, inward looking and defensive organization, (p. 45;
The Kennedy and Heckler psychological study (1972) tended to
confirm this, reporting that the majority of priests are deficient in
precisely those areas of strength required of a leader in the contem-
porary church. Kennedy states that priests are ordinary men who
have
tried their best to cooperate with a system of training and
a discip-
lone of life which has failed to introduce them fully to
the real
problems of their personal development.
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Indeed one might observe that the restrictive and over-isolated
seminary training reinforced aspects of their personalities which
really did not. need further strengthening (self-control, a sense
of duty, docility) while it ignored the areas in which they
needed genuine development (personal identity, ability to relate
closely with others, self-confidence) (p. 149).
Fichter (1967) reported a confirming fact in his survey of the
priesthood:
Respondents report inadequate career preparation for the very
functions that absorb most of their time and energy. They are
constantly dealing with people and yet they complain that they
have practically no training in social relations (p. 81).
Kennedy (1971) describes the recruitment and training of
priests as a process of life-through-adjustment by which men are
forced, even without any insights into themselves, to adapt to a
form of life that cuts them off from entrance into what is, for ma-
ture adults, full human experience. That is, the culturally-condi-
tioned form of recruitment and training that led men away from the
world, rewarded passivity, and then designed a professional life in
which men are to live withdrawn from the people they serve, prevents
many priests from entering directl/yinto life. These influences
have demanded that priests adjust to not entering into life, and that
they mold an existence for themselves that minimizes healthy self-ex-
pression .
Until relatively recently, the approved curricula in semin-
aries accurately reflected the church's emphasis on hierarchy, obed-
ience, law, procedures, and conformity in dogma. The church had
succumbed to the problem which is a danger for any institution, in-
cluding business and industry— (Argyris, 1957) which places its
own
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survival as an institution ahead of the individual development of the
men and women who are its members and officers. Institutional commit-
ment of any kind demands a certain measure of adjustment througn the
socialization process; but in commitments to the priesthood in the
past, this measure has been exceedingly great.
Conclusion
It seems obvious that if there is to be a greater movement
toward the goal of meaningful community in the church, and if more
attention is to be paid to the pastoral and collegial role rather than
the juridical and "spiritual orientation" in the priesthood, profound
reforms will be necessary not only in seminaries, but also in the ap-
proach to the continuing education of priests. The data available
appears to confirm the major hypothesis of this study which is that
the development of collegial leadership on the part of the priest can
best be effected by focusing primarily on his continued personal growth.
The problem was posed in the form of questions at the beginning of
this chapter. How to manage personnel in such a way that what con-
tributes most effectively to personal growth also contributes to the
work of the Church. One objective of this study is to demonstrate
that it is in the best interests of the Church to promote the
movement
toward personal maturity in individuals, so that effective
collegial
leadership will come about. It seems arguable that if
conventional
morality is to be replaced by internalized values; if
role conformity
in the priesthood is to be replaced by a greater
sensitivity to self
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and to where other people really are in their lives; if an extrinsic
and overly intel lectual ized religion is to be replaced by a faith that
is vital; and if dynamic flexible leadership is to replace mere func-
tionalism, then those in positions of responsibility must provide men
with the environment and the programs they need to bring it about. As
Kennedy (1972) suggests, "the organization's ends will hardly be en-
hanced by a continued flow of men out of the priesthood as they explore
their own personal development, despite the church's lack of support."
(p. 151)
The question is not so much whether there should be initiatives
taken to foster development among priests; it is, rather, what kind?
The purpose of this study is to provide a more exact answer to this
question.
It seems appropriate to conclude with the following quotation
from someone who would hardly be considered a dreamy social radical:
The dignity of the human person requires the right to act freely
and responsibly. For this reason, man should exercise his rights,
fulfill his obligations and in countless forms of collaboration
with others, act chiefly on his own responsibility and initiative.
This is to be done in such a way that each one acts on his own de-
cision of set purposes and from a consciousness of his obligation
without being moved by force of pressure brought to bear on him
externally.
Where any human society is established on relations of force, it
must be regarded as inhuman inasmuch as the personality of its
members is repressed or restricted, when in fact they should be
provided with appropriate incentive and means for developing and
perfecting themselves.
(John XXm, paCem in Terris, Article 34)
CHAPTER II
REVIEW OF LITERATURE
Part one of the Review of the Literature section will cite re-
search related to clergy effectiveness and personality development.
Part two will review the research dealing with personality development
and its relationship to behavioral competence and will serve as the
theory section.
Part One :
Psychological studies of the priesthood are part of a growing
body of research and while the information emerging from these studies
has potential value for helping present and future priests be more ef-
fective and find greater fulfillment in their work, it is obvious that
there has been no grand design for the research and even less attempt
at exploring educational implications. Studies by Vanderbilt and
McAlister (1962, 1965), Madigan (1962), and Kennedy and D'Arcy (1965)
are examples of research conducted to investigate the incidence of
emotional illness among priests and seminarians and the degree of
stress which members of this profession undergo. Kennedy (1968) ex-
plored those factors which indicated the type of person attracted
to
this life, and the impact of seminary training.
By far, the most widely used instrument for
studying person-
ality characteristics of seminarians and priests
has been the Minnesota
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Mul tiphasic Personality Inventory (MMPI). Studies such as Fehr (1968),
Gorman (1961), McDonagh (1961) have found religious samples scoring
higher on several scales indicative of maladjustment. Dunn (1965), in
his review of several studies of seminarians and priests, concluded
that "there was a pattern suggesting that many tended to be more per-
fectioni Stic
,
worrisome, introversive
,
socially inept, and in more ex-
treme cases, perhaps isolated and withdrawn." The studies of Gorman
(1961) and Dittes (1967) run counter to these conclusions in that they
have found MMPI scores on samples of priests to compare favorable with
the norm group. Rooney (1972) sums up his review of certain studies
which have used the MMPI saying that it has many limitations, partic-
ularly in the way it has been used in modified form and the fact that
a number of other groups, including graduate students, differed from
the general population in the same direction as seminarians and priests
--something which had not been adequately explored in much of the re-
search. As further evidence of its inappropriateness , he concluded
that the MMPI was designed to detect clinical problems rather than
to identify positive personality traits. He points to the need for
research such as the present study which conforms more to the devel-
opment model, shying away from those instruments which are specifically
designed to measure pathology.
Attempts to relate scrres on personality inventories to suc-
cess in the priesthood have most commonly used academic grades and
ratings as criterion measures. Studies by Ashbrook (1962) and
Carroi
(1970) which used the MMPI reported little that could be
considered a
consistent pattern. Their results indicated that
findings of the
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inventory did not differentiate the effective priest from the ineffec-
tive Driest so much as personality traits present among the group un-
der consideration, and with the demands of the situation under which
the individuals function. This seems to lend weight to the conviction
that the MMPI may be an inappropriate instrument for predicting effec-
tiveness and for revealing positive personality characteristics of
priests which studies using other inventories have suggested they also
possess.
The recent Kennedy, Heckler study (1972) which set out to mea-
sure the psychological growth of priests, used an interview technique
based on the Erikson framework and the Personal Orientation Inventory.
They concluded that a significant majority of priests in America mani-
fested considerable underdevelopment in their emotional lives. They
suggested that those people whose growth has been arrested could safe-
ly be considered as ineffective as ministers, given the nature of their
work. A sizable minority who emerged as highly developed also showed
signs of behavioral and ministerial competence. These conclusions
would have to be considered as tentative, however, since the research-
ers made no attempt to evaluate job performance.
As a further example of studies attempting to identify posi-
tive characteristics using the Personal Orientation Inventory, Greeiey
ct al. (1971) found with a rather large sample of priests (fifteen-
hundred) no appreciable differences between the group and persons
in
similar age categories on measures of self-actualization.
They did
establish a positive relationship between "inner-directedness
(inde-
pendence) and resignees. Given the makeup of this
inventory (the inner-
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directedness scale encompasses the majority of items on the test and
is therefore the most reliable scale), there seems to be a relation-
ship between the desire for autonomy, the experience of inner-conflict
and a tendency to leave the active ministry. The study said nothing
about a relationship between test findings and effectiveness of priests.
Shostrom, in his review of studies which employed the POI with
clergymen, cited a study by Webster and Stewart (1969) which reported
that clergymen who were rated as theologically conservative tend to
be comparatively non-self-actualizing and showed evidence of being
poorer in interpersonal relationships, insensitive and rigid, a pro-
file which was reflected in the quality of their work. The authors
conclude that the religiously conservative cleric typically falls far
short of the "abundant life" in a way that limits leadership ability,
thus pointing to a need for a new emphasis on psychological health.
Part Two: Theoretical Background
(Personality development and behavioral competency)
In light of the body of previous research conducted with clergy
and because the present study is a significant component of a continu-
ing education intervention, an important decision is the choice of a
developmental framework for understanding and interpreting the lives
of priests and their work effectiveness. In speaking of a developmen-
tal framework, one is choosing to speak of the subjects in terms of
health rather than sickness. Instead of choosing a system
of psychi-
atric classifications, or emphasizing a diagnostic
method that would
lead to an emphasis on possible pathological
features of the population
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the instruments used in this study are chosen as a vehicle for under-
standing a normal group of men in the language of growth and develop-
ment. This flows from the basic assumption that the subjects of the
research are normally functioning individuals, although it is recog-
nized that certain features of illness may perhaps present themselves
across a large number of individuals. The employment of a model of
positive development allows for a n understanding of the person's for-
ward motion and possible identification of where this has been slowed
down, and what corrective measures are called for to allow the individ-
ual to grow again. It. avoids the somewhat negative psychopathological
categories that make people sound as though they were suffering from a
sickness rather than a problem of development.
For this reason, Loevinger's Ego Development measurement was
chosen, along with a self-concept scale and a measurement of self-
actualization as predictors of behavioral competence and ministerial
effectiveness
.
A. Relationship of Ego Development to
Occupational Competence
Research relating ego level to occupational groups and job
competency is, so far, rather limited. If Jane Loevinger is correct,
however, and ego development is the "master trait" second only to in-
telligence as the key dimension of human functioning (1966, p. 205),
then level of ego development has significance for occupational
choice
and competence. Some occupations may require a relatively
high ego
level for effective functioning and outstanding
occupational achieve-
ment.
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Ego development is described by Loevinger as an "amalgam" of
developmental theories of interpersonal integration (Sullivan and Grant),
moral development (Kchlberg), interpersonal relateabil ity (Isaacs); but
she views ego development as a universal concept that transcends any
previous theorist's conceptions. (Loevinger, 1973, p. 85) Loevinger
not only feels that her theory is more universal than those mentioned
above, but that ego development as measured by her Sentence Completion
Test provides more empirical rigor of measurement (Loevinger, 1973a).
All of these similar theories, however, have in common with the theory
of ego development an emphasis on the ego as a universal developmental
process proceeding in the direction of "increasing differentiation and
hierarchical integration." (Loevinger, 1973a, p. 85)
With regard to occupational choice and competence, Loevinger
has noted, in preparing the manual, that she has not found differences
in her sample among occupational groups (Loevinger and Wessler, 1970).
Her professional sample (about one-half student nurses and one-half
social work students) were not higher than the representative sample.
Occasionally, however, an individual group of clinical psychologists
or some other group in Loevinger 's research have been found to have a
higher average mean ego level. Most of the research so far on Ego
Development has been devoted to establishing the construct validity
and reliability of the Sentence Completion Test.
Other more direct research findings relating ego level and
oc-
cupational groups can be found in two recent Ph.D. dissertations.
In
one, Shain (1972) found that women who had entered
non-traditional
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fields such as business had higher mean ego levels than professional
women in such traditional fields for women as social work and educa-
tion. Shain's explanation is that it takes higher egc level, a well-
defined sense of self, and certainly a non-conformist attitude for wo-
men to break into a man's field.
In another dissertation, differences in ego level were found,
not between occupational groups but within groups according to compe-
tence (Johnson, 1971). Johnson's principle finding was that the five
teachers who scored high on the Sentence Completion Test differed in
their competence from the five who were low; that is, iri the way they
interacted with the children in the classroom. The high ego level per-
sons were found to treat the children in more empathic and perceptive
ways, while the low ego level teachers tended to relate to the chil-
dren in a more stereotyped, insensitive way.
Johnson's findings are relevant to research in progress with
business managers at Personal Decisions, Inc., in Minneapolis, where
support is being found for the hypothesis that managers who are inter-
personally more effective, have higher ego levels (conscientious and
autonomous) than less effective managers (conformists). This hypoth-
esis is based upon the belief that the conformist manager will be less
interpersonally effective because of stereotyped thinking and an ina-
bility to value individuality. This hypothesis relates closely to the
one being tested in this study.
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iL Relationship of Effectiv e Functioning to Self-
Concept and Sel f
-Actual ization “
~
Although it is only in recent years that the behavioral sciences
have attempted to identify those behaviors which define the upper levels
of human effectiveness, considerable evidence exists for the position
that identifiable patterns of self-perceptions reflect exceptional de-
grees of actualization. For the purposes of this study, the research
which supports the hypothesis that self-concept is a sensitive index
of good judgement, effective functioning and utilization of one's po-
tentialities, will be reported.
A cursory glance at the literature is sufficient to indicate
that there is not a single theory of self-concept, but a collection
of propositions about the self-concept and its function in human be-
havior. Many personality theorists have given the concept of self a
central role in human behavior (Freud, 1950; Horney, 1937; Sullivan,
1947 ), but most of these theorists have focused their attention on
maladjustment rather than on healthy functioning.
Maslow (1954) helped to pioneer the concern with emotionally
healthy people with his work on "self-actualization." Seeman (1959)
has described wel 1 -functioning individuals in terms of "personality
integration," and Jourard (1959) has emphasized self-disclosure as a
basic element in the attainment of a healthy personality. Many theor-
ists, as represented by Snygg and Combs (1959) and Rogers (1961), hold
strongly to the position that the concept of self is closely
associated
with an individual's level of behavioral competence.
Examination of
some of the relevant research reveals considerable data supporting
Such a contention.
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Both Lynch (1968) and Vargas (1968) demonstrated a relationship
between perceptions of self and the way one reacts to life's happenings.
Persons with positive self-concepts g-ave evidence of being able to use
both negative and positive experiences to enhance their psychological
growth, while persons with negative self-concepts became more defensive
and wary of life as a result of negative experiences. Consistent with
these findings, Frankel
,
Duncan (1966), Richard (1966), Seeman (1966),
McClain (1969), and Thomas and Seeman (1971) found that persons who
were perceived by their peers as being unusually effective, typically
evidenced more positive self-concepts than did persons who were per-
ceived as more nearly average in their day-to-day behavior.
A number of variables have been demonstrated to be associated
with self-concept and effective behavio . Vargas (1968) found effec-
tive high self-esteem individuals to evidence generally healthier per-
sonalities and more warmth and openness in their interpersonal inter-
action. Seeman (1966) and Duncan (1966) added to the list greater, en-
vironmental contact and intellectual efficiency, while Thomas and
Seeman (1971) found more complete, efficient and adaptive cognitive,
perceptual and physiological functioning in subjects rated high in
personality integration. The research of George and Miller (1970) has
shown that the ability to identify with others, considered by
many
theorists to be an important criterion of self-actualization
is also
characteristic of persons with high self-esteem.
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The theory and data available are in agreement in the identifi-
cation of a variety of ways in which the unusually effective person
differs from the more average person. Further, no variable appears to
be more consistent in its association with behavioral competence and
self-actualization than the self-concept.
In summary, I hypothesize that priests who are rated as effec-
tive in their various functions and as leaders will be characterized
as more self-actualized, have more positive self-concepts and will
demonstrate higher ego development than those rated as ineffective.
Specifically,
1. It is hypothesized that there will be a significant positive
correlation between the effectiveness of the priest and:
a. A capacity of the priest to live and function in the
present (POI);
b. The ability to think and act more autonomously (POI,
Loevinger)
;
c. A willingness to be more spontaneous with feelings, es-
pecially in dealing with feelings of anger and aggression
(Loevinger, POI);
d. A positive self-concept with a capacity for self-acceptance
(TSCS
,
POI, Loevinger);
e. A clear sense of one's identity (TSCS);
f. The skill of relating to others comfortably and a capacity
for close contact (TSCS, POI).
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2. It is hypothesized that there will be a significant positive
correlation between effectiveness and democratic leadership
style as measured by the Clergy Leadership Style Questionnaire.
CHAPTER III
METHODOLOGY
Sample
The subjects for this study (N = 154) are priests who are par-
ticipating in a continuing education program offered by the Center for
Human Development, located at the University of Notre Dame, Indiana.
The criterion for selection is the fact that they chose to take all of
the psychological tests. Group one (fifty-nine) is comprised of men
whc belong to a religious order. This is significant in that they
perform ministries which differ in some cases from the work done by
the second two groups (see Table 3) of diocesan priests; and secondly,
they agree to live and work in team settings. The second group (fifty-
eight) is made up of priests from a rather large diocese in the South;
and the third consists of thirty-six persons who minister in a diocese
in the midwest. In the three dioceses, there are a total of 612 priests.
Two hundred and nine of these priests chose to take one or more of the
tests. The sample for the study (154) is composed of those individuals
who took all four of the tests (see appendix).
Sample Characteristics
Age
The group as a whole is heterogeneous, ranging in
age from
twenty-six to sixty-five. Table 2 describes the
distribution of
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subjects by age grouping. For comparison, the estimated age distribu-
tion of all the men who comprise the American Priesthood is included.
This estimated distribution was obtained as part of a sociological
study of the priesthood conducted by Andrew Greeley in 1972. Inspec-
tion of Table 1 suggests that among the subjects there was no gross
over- or under-representation of any age group. If a tendency to clus-
ter does exist, it is in the two middle-age categories in all of the
sub-groups, but especially in Group III.
Education
Since the Council of Trent (1545-1563), the Catholic Church
has maintained, in most countries, a separate educational system for
its future clergy--inciuding, in almost all cases, seminary colleges
and professional training programs and, frequently, also seminary high
schools. At the present time, this system of separate education is
vigorously questioned; and in many places, it is being replaced by a
"mixed" educational experience for seminarians in which future priests
receive some of their training with lay students and some only with
fellow seminarians. The principal argument used against the seminary
system is that it isolates young men from the world and impedes their
emotional maturation.
The majority of priests in this study have experienced very
similar educational backgrounds. Although there are some with advanced
education (Table 2), the majority (seventy percent) have no additional
degrees beyond the bachelors and seminary training. There is
no
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apparent correlation between age and advanced education. Changes
which have taken place in seminary training have occurred within
this past decade; so it seems safe to assume that the majority of
priests in this study have been trained in the traditional system
which was noted for its uniformity in training and curricula from
one institution to the next.
Forms of Ministry
Among diocesan priests (Groups II and III), eight- four per-
cent describe themselves as engaged in parish work (Table 3). The
next highest proportion (eighteen percent) describe themselves as
teaching high school or grade school, while sixteen percent consider
counseling as one of their current main jobs. Parish work is also
the most frequently mentioned main job of religious order priests
(Group I); although the forty-six percent reporting this sort of
activity is considerably lower than the eighty-four percent among
diocesan priests. The next most frequently mentioned main job in
Group I is retreat work (forty percent). Others view as their cur-
rent main jobs teaching in high school and grade school (seventeen
percent), teaching in higher education (nine percent), and counsel-
ing (twenty-five percent).
Status
of
Subjects
Within
Sample
According
To
Age
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TABLE 3
Current Main Jobs
Percent of Priests
DIOCESAN
GROUP II AND III
RELIGIOUS ORDER
GROUP I
Diocesan Administration 3 1
Religious Order Administration 0 11
Educational Administration 6 9
Parish Work 84 46
Counseling Work 16 25
Chancery Work 4 1
Retreat Work 1 40
Religious Instruction 14 12
Campus Ministry 6 3
Institutional Chaplaincies 10 10
Social Work 8 6
University and College
Teaching 3 9
High School and Grade School
Teaching 18 17
Further Studies 5* 10
*The figures add to more than one hundred percent
because many priests report more than one main job.
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Instrumentation
Rationale
A. decision was made at the outset in selecting the norms which
would be employed in discussing the nature of healthy growth, and in
making judgements about the level of development which the subjects
had reached.
It was decided not to accept the definition of health which im-
plied adjustment only within a certain social system--in this case, the
priesthood itself. That is to say, one can conceive of a person being
adjusted within the priesthood, performing its functions in an adequate
if not exceptional manner, and yet having unresolved personal growth
problems. In a sense, this person can be described as adjusted be-
cause, with some minimal satisfactions, he is carrying out his role
in life. This, however, falls short of giving a definition of adjust-
ment which would stand up outside of a particular social or work struc-
ture. The latter, whether it is a profession or an institution, may
protect and support a wide variety of "fragile" adjustments. Person-
ality integration or health is not just getting along within a certain
system. Maturity must endure in any human situation.
Adjustment and personality integration as implied in the choice
of instruments used in this study signifies that a person is in
good
contact with himself and that he lives in a reasonably constructive
fashion; that he identifies and deals with his problems in an
effec-
tive and positive manner.
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Health is not perfection but a living process of continuing
growth. Development is reflected in a kind of productivity or crea-
tivity which is interpersonal in nature. Well adjusted persons are
productive through the expression of their health in the significant
relationships of their lives. This is particularly relevant for this
population of priests who have fundamental opportunities for this kind
of creativity through their pastoral relationships with other persons.
Administration
Each of the three sub-groups in this study agreed as a group
to participate in the. Center for Human Development program. Their par-
ticipation in the testing experience was entirely voluntary. At an in-
itial meeting, they were given a rationale for the testing and an invi-
tation to participate as a way of growing in self-awareness with the
promise cf an intensive interview later during which they would receive
the results. These who so chose took the first two tests there (POI,
TSCS)
,
and then were given the Loevinger's Ego Development test to take
home and return by mail as soon as possible. When the Loevinger test
was returned by mail, the subjects were then sent the Clergy Leadership
Style Questionnaire. Letters were sent to those subjects who delayed
returning their tests. This took place in January, 1975. In April of
1975, each individual was rated on performance and work effectiveness
by three selected supervisors using the Survey of Ministerial Effec-
tiveness which was developed for this study.
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It was decided that the persons best equipped to rate each in-
dividual would be his Bishop, the personnel director and the director
for continuing education in his diocese. Each of these three people,
it was assumed, would be acquainted with the training and experience
of the individual, in addition to his record in the ministry and his
reputation for service. It was also decided that if one of the three
raters failed to do an adequate job through lack of cooperation, then
a fourth person would be nominated to do the rating after consultation
with some of the priests in the given diocese.
Summary of Data Collected
In order to summarize the input of information of this study,
the following outline is provided:
A. Personal Orientation Inventory (POI)
1 . Major Scales
a. Time-Competent
b. Inner Directed
2. Sub-Scales
a.- Sel f-actual izing Val ue
b. Existential ity
c. Feeling Reactivity
d. Spontaneity
e. Self-Regard
f. Self-Acceptance
g. Nature of Man, Constructive
h. Synergy
i. Acceptance of Aggression
j. Capacity for Intimate Contact
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It is a sum-
B. Tennessee Self-Concept Scale (TSCS)
Self-Criticism — Measures degree of openness,
Total : Refers to an overall self-concept score
mary of the following sub-scales:
Row 1 : Measures person's sense of identity;
Row 2: Indicates how one feels about who one is;
Row 3 : Measures how consistently one views oneself acting in
terms of one's identity;
Col . A : Refers to physical self-image;
Co l. B: Is one's moral and religious self;
Col. C: Indicates one's level of self-esteem aside from the
ability to relate socially, concern for physical ap-
pearance, etc.;
Col . D : Perception of self in relation to family or family
surrogate;
Col. E: Measure of how one views oneself functioning in so-
cial situations in terms of comfortableness, effec-
tiveness, etc.
C. Loevinger's Sentence Completion Test
This test attempts to identify where a person is located on the
following six stages of ego development:
Sta ge I :
Stage II :
Stage III :
Stage IV':
Stage V :
Stage VI:
Impulsi ve
Sel f-Protecti ve
Conformist
Conscientious
Autonomous
Integrated
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D. Clergy Leadership Style Questionnaire
This test identifies the basic leadership style of the clergy-
man. The five leadership styles on the grid are:
a. Team Centered Synergy
b. Personal Loyalty
c. Supportive of Others
d. Autocratic Power
e. Custodial Care
E. Survey of Ministerial Effectiveness
This is the rating instrument designed to be the outcome mea-
sure for this study. The following is the content of the eleven
items on the survey which attempts to measure the subject's pro-
fessional competency as a collegial leader.
Item 1: Ability to work cooperatively and professionally with
others through the collegial bodies and organizations
by sharing authority and responsibility.
Item 2: Effectiveness in interpersonal relationships.
Item 3: Ability to function well in a team approach to ministry
Item 4: Influential in overall community.
Item 5: Competent at individual and family counseling.
Item 6: Sees importance of professional development and per-
sonal growth and takes steps toward self-improvement
by participation in degree programs, available (dio-
cesan) workshops, etc.
Item 7: Ability to work under pressure, manage conflict,
maintain a sense of humor about it all.
Item 8: Capable of establishing (parish) programs,
supervis-
ing cost of operation and funding for total
(parish)
operation
.
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I
-
fcem Ability to create in the rectory or community a home-
like atmosphere for priests or brothers, and show
genuine fraternal concern for them.
Item 10 : General intuitive evaluation (as minister).
Item 11 : General reputation. How is he viewed by those reli-
gious and lay persons in his ministerial situation?
Description of I nstruments
1 • Ego Development. Loevinger Sentence Completion Test .
The ego development test consists of thirty-six sentence stems
which the individual is asked to complete. Loevinger says that the
greatest contribution of the Sentence Completion Test to the area of
ego development is the psychometric rigor and empirical grounding of
the test. Empirical data was continually used to correct and modify
scoring procedures based on the theory (Loevinger, 1973b, d. 8). The
test scoring method was developed by first establishing categories for
scoring that reflect the theory of ego development. Then, by using
eight samples of 1,640 women and girls, the researchers separated
responses from the overall protocols, removed all identifying charac-
teristics (except sex), and had three raters rate each response. The
next step was for the raters to give each entire protocol a total pro-
tocol rating in a separate operation from the rating of individual re-
sponses.
Based on the scoring manual developed from the above procedure,
Loevinger has achieved impressive inter-rater reliabilities with
median
correlations ranging from .77 to .82 (Loevinger and Messier, 1970)
and
46
test-retest reliabilities of .75 to .91 (Loevinger, 1973b). The inter-
rater agreement applies not only to raters trained by Loevinger, but
also to seif- trained raters who have used the training instructions in
the manual. Validation of the Sentence Completion Test against an ex-
ternal criterion has been carried out by Ruth Lucas, one of Loevinger's
students who taped extensive interviews which she and one other person
rated for Ego Level. Then they also rated, without contamination, the
Loevinger tests of the persons interviewed and got a .5 correlation
between the two (Loevinger, 1973b). In summary, Bures' Seventh Year-
book notes that Loevinger has provided a "rather simple but sound means
for assessing ego development." This test attempts to determine at
what stage a person is in several categories. These are:
1. Cognitive Complexity.
2. Cognitive Preoccupations, e.g., self-acceptance, ways of deal-
ing with conflict.
3. Self-awareness, e.g., differentiation of internal states,
thoughts, emotions, physical experiences.
4. floral Judgement.
5. Interpersonal Relations.
6. Impulse Control.
2 . Pers onal Orientation Inventory (POI) .
The POI was developed by Shostrom (1966) as a measure of posi-
tive mental health. The theoretical rationale for the POI
was derived
from the psychology of self-actualization. In brief, a
self-actualized
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person in comparison with a relatively non-self-actualized person util-
izes his talents more fully, uses his time more effectively, functions
more autonomously, tends to "live" more in the present, and tends to
have a more positive outlook on life and the nature of man. A test
which measures such positive aspects of health and growth is more in
keeping with the theoretical underpinnings of the present study than
the most widely used test for psychopathology-- the MMPI.
Validity studies for this test include a study in which Shostrom
(1965) demonstrated that POI scores significantly differentiated a sam-
ple of clinically nominated, self-actualizing individuals from a sam-
ple nominated as ncn-sel f-actuali zing. This study provided important
evidence of the validity of the POI in that the Inventory was shown to
discriminate between individuals who have been observed in their life
behavior as having attained a relatively high level of self-actualiza-
tion as constrasted with those not evidencing such development. Results
of the analysis indicated that the POI significantly differentiated
the groups on eleven out of the twelve scales. All differences were
in the expected direction. The test-retest reliability has been
found to vary between .71 and .77.
3. The Tennesse e Self-Concept Scale (TSCS) .
In a recent review of thirty-three measures of self-esteem,
the most recommended scale for adults was the TSCS (Robinson arid Shaver,
1973). The TSCS has been found to relate to many indices of
psycholog-
ical "Health" which are highly compatible with the present study.
Much
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research has indicated that the Tennessee Self-Concept Scale can iden-
tify individuals who are well integrated, fully functioning and effec-
tive in interpersonal relationships. Statistical analyses have been
performed in which a large group (369) of psychiatric patients have
been compared with the 626 non-patients of the norm group. These dem-
onstrate highly significant (mostly at the .001
-level) differences be-
tween patients and non-patients for almost every score that is used on
the Scale.
The author of the scale also collected data from people charac-
terized as high in personality integration. The basic hypothesis here
was that this group would differ from the norm group in a direction op-
posite from that of the patient group. This hypothesis was substan-
tiated for virtually all scores.
The test and retest reliability of each of the scales ranges
from .85 to .92.
4 . Clergy Leadership Style Questionnaire .
The Clergy Leadership Style Questionnaire is based on a two-
dimensional grid analysis of leadership practices originally developed
by R. R. Blake and Jane S. Mouton, and modified by Jay Hall. It has
been further refined and developed at the National Parish Training
Lab for the purpose of assisting clergy in evaluation of their leader-
ship style.
The grid is made up of two ten-point scales:
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1. One scale is based on a concern for the self-awareness, nurture
and growth of others.
2. One scale is based on a concern for congregational mission, ser-
vice or purpose.
Five leadership styles on the grid are characterized. On the
Questionnaire, each question has five possible responses. Each of the
responses is characteristic of one of the five leadership styles on
the grid.
a. 9/9 Team Centered Synergy
b. 5/5 Personal Loyalty
c. 1/9 Supportive of Others
d. 9/1 Autocratic Power
e. 1/1 Custodial Care
Each of these leadership styles incorporates within it a stance
toward the factors, purpose, people, power, and values which are oper-
ative in all organizations. Purpose is defined as the reason people
are gathered together, and the objective to be served by the organized
action. People are defined as those persons who have organized to
share their resources in accomplishing the purpose or objective. Power
is defined as a natural by-product of the relationships of the people
gathered to accomplish the task; it is the measure of influence indi-
viduals or groups have on the thoughts and actions of others. Values
are defined as the conception (s ) of the ''ought" or right way of doing
things and utilizing people. Leadership is concerned with these four
factors in that leaders use power to accomplish purposes, through
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people, utilizing some value-weighted concepts of legitimacy.
5. Survey of Ministerial Effectiveness
.
The priesthood is a profession like other professions in the
following ways:
(1) The priest has expertise flowing from a special body of know-
ledge and skills acquired through a long training process.
(2) He exercises autonomy and responsibility in his undertakings
within the structure of the church (although some, for example,
the contemplative monk exercises less autonomy and responsi-
bility than the pastor of a parish).
(3) His various pastoral and intellectual activities are predomi-
nantly people-oriented.
There are, however, a couple of special characteristics which
mark the priest off from other professionals and make the priesthood
somewhat of a profession sui generis. The priest works within a trans-
cendental context where i n he is basically concerned with his own and
other peoples' religious needs. Also, traditionally, he has been seen
as a man whose whole life, both professional and personal, is dedicated
to his vocation. The study of the effectiveness of priests and their
personal characteristics must be seen within this unique context which
presents special problems when it comes to evaluation.
Since no accepted measure of the effectiveness of priests was
available, a rating scale (dependent variable) had to be developed
spe-
cifically for this study. The "product" of the ministry is
not as
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easily identifiable as, for example, that of a vacuum cleaner salesman
whose effectiveness might be determined easily by an examination of his
sales slips. No analogous method can be used with priests.
The method used to determine effectiveness for this study was
developed with the assistance of a ps.ychometrist and the staff of the
Center for Human Development. Firstly, a survey was conducted of the
major dioceses throughout the country to acquire personnel and account-
ability instruments which might prove useful in the development of an
evaluation instrument.
Of the dioceses which responded--Brooklyn, Minneapolis and La
Crosse--Wisconsin provided accountability tools and evaluations which
most influenced the content of the effectiveness measure. The instru-
ments acquired ranged from the extensive (one had forty-six items) to
the relatively simple, depending upon the suggested process for its use.
A wide range of activities was compiled initially which included all
those areas and skills considered most central to priestly function.
The priestly role was described in many ways, ranging from the vague
"Social or human concerns leader" to the specific "Minister of the
sacraments" or "Preacher". Through discussion with the Center staff,
the number of potential items was narrowed from about fifty to twenty.
Then a rather crude survey was trial-tested using raters and subjects
known to the researcher. These initial attempts to refine the survey
again served to eliminate certain items which did not differentiate
well even though they were obviously touching upon important
aspects
of the ministry--for example, preaching skills and liturgical
celebra-
tion skills. The raters invariably rated high in these
areas. After
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further discussion, more items were eliminated and some new ones added.
Simplicity and economy were considered important characteristics for
the sake of rater cooperation, and eventually a fairly simple rating
measure consisting of eleven items was developed which focussed mainly
on the characteristics of the collegial leader (interpersonal skill,
democratic style, etc.). Experimental raters seemed to arrive at the
most accurate assessment of the subjects effectiveness in this way.
Once the survey instrument was finalized, it was field-tested
on twenty priests known to the author who worked in parishes in Central
Florida. These priests were first ranked in order of effectiveness
starting with the most effective, the final name being the least effec-
tive. This ranking was based on the subjective judgement of the author
who had extensive first-hand knowledge of the tv/enty men. Then the
group was further rated using the effectiveness instrument by three of
their peers (not including the author) who were in executive positions
and who had close professional and personal relationships with the group.
The results indicated that the survey instrument significantly differ-
entiated those priests who were considered effective from the ineffec-
tive and the rankings emerged in the predicted order. Rank order cor-
relations acquired to determine inter-rater reliability ranged from
.91 to .96.
Once the survey instrument was considered acceptable, the Center
for Human Development staff was consulted to determine the persons best
suited to rate each subject. As a result, the bishop, personnel direc-
tor and the director for continuing education were selected for each
sub-group. Each of these three people, it was decided, would
be the
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"supervisors" best acquainted with the training and experience of the
individuals as well as his record in the ministry and the existential
demands and quality of response prevailing in the individual's present
assignment.
Nature and Limitation s of the Criterion Instrument
Since rating measures are .notoriously problematic (Anastasi
et al
. )
,
it is necessary to keep certain cautions in mind throughout
this study. The failure of performance evaluations to frequently meet
minimum standards of reliability and validity is what Lopez (1969) re-
fers to as the "criterion problem." In summary, he says that:
1. Criteria of effectiveness in a position generally lack clear
specifications.
2. Objective measures, when examined closely, are usually found
to be either non-objective or irrelevant.
3. Subjective measures, when examined closely, are usually found
to be biased or unreliable.
4. Seemingly adequate criteria can very over time.
5. Position effectiveness is really multi-dimensional. Effective-
ness in one aspect of a position does not necessarily mean ef-
fectiveness in others.
6. When effectiveness in different aspects of a position is mea-
sured, there is no sure way to combine these measures into a
single index of effectiveness.
54
7. Different performance patterns achieve the same degree of ef-
fectiveness in the same class of positions.
Fitts (1972) puts the problem in this way:
The criterion problem is critically important in the study of hu-
man behavior. Human beings are highly complex creatures; each per-
son is unique and different in innumerable ways. Behavior is ex-
tremely varied and often difficult to understand or explain, much
less predict. Every person has his own hereditary environment,
his own history of personal experiences and his own learnings from
these experiences. Each person lives in a private psychological
or phenomenal world that is never identical to that of anyone else.
Each perceives and interacts with the rest of the world--the world
of other people and external real i ty--from this vantage point. Be-
havioral science seeks to understand, explain and predict human be-
havior, but human behavior cannot be weighed, counted and measured
with the same precision that is employed in the physical sciences.
Behavioral scientists are still searching for better and more cru-
cial variables to help us understand and predict human behavior.
(p. 2)
It is with these cautions in mind that the following analyses
were conducted to determine the validity of the basic findings reported
in the results section.
When the ratings were returned by the "supervisors", and a
composite score acquired, the following correlations were arrived at
to determine how much agreement there was among the raters for the
three sub-groups.
Raters
:
1 and 2 2 and 3 1 and 3
GROUP I .6817 .7512 .7612
GROUP II .7720 .7620
.4902
GROUP III .7439 .5253
.6664
All values differ signi ficantly from zero at .01 level
.
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There are a number of obvious possible sources of variation
among the raters. For example, the different raters may well view the
subjects from legitimately different points of view. Second, each rater
may give different meanings to the scales on the rating instrument. And
finally, the different raters undoubtedly possess varying amounts and
kinds of information about the different subjects. In view of these
and other sources of variation, the highly significant correlations
shown in the above table provide strong support for the validity of
the test instrument. The results also suggest that the best measure
of effectiveness is derived by combining the three ratings into a total
composite score to minimize the effects of difference between the raters.
Preliminary analyses were conducted to determine whether the
raters were differentiating among the eleven sub-scales of the rating
instrument. Table 4 illustrates that the items are for the most part
highly correlated with one another. Item eight which rates the sub-
jects competence at administration, including finances, etc., is less
related to other variables than any other item. As was expected, the
highest correlation was between the last two items which measured
overall effectiveness and overall reputation as a successful leader.
Since the sub-scales tend to correlate highly among themselves,
further analysis was conducted to find out how the total scores which
were derived by adding up the item scores correlated with results for
the eleven individual item scores. Table 5 gives the correlations be-
tween total effectiveness (for each of the nine raters) and each item
The positive correlations in both this and the previous tablescore.
Intra-Correlation
Matrix
Among
Items
on
Effectiveness
Survey
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suggest that most, if not all, of the various items are to some extent
measures of the same variable, i.e., overall effectiveness. This, in
turn, suggests that a composite score, derived by summing the individ-
ual items for each rater, then averaging the scores for the three raters,
provides that most reliable measure of overall effectiveness. This
composite score was, therefore, termed "ministerial effectiveness"
and was used as the outcome measure or dependent variable for the cor-
relation and regression studies discussed in the next chapter.
Limitations
I. Although it was impossible--for reasons of geographical dis-
tance--^ standardize the raters (they were, in some cases,
over a thousand miles distant from the researcher), the rela-
tively low inter-rater reliability, which highlights the ab-
sence of training, does raise a caution in this research.
II. The tendency of sub-items on the effectiveness survey to inter-
correlate significantly makes it difficult to specify the
meaning attributed to the scales by the raters. Although
this may reinforce the logic of using a composite score as
the best index of overall effectiveness, one may also ques-
tion whether each rater is using his own conception of the
criterion, thus creating a halo effect in rating sub-scales.
The dilemma posed by the variations between ratings
for dif-
ferent raters and the high correlation among the
items on the
effectiveness survey might best be expressed in the
form of
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question: Are the raters viewing the subjects from legitimate-
ly different points of view? Do they possess varying amounts
and kinds of information about the subjects or are they giving
different meanings to the items on the rating instrument?
ill. A source of possible bias. There is a question whether the
group who participated in this study can be considered a repre-
sentative sample in the strict statistical sense since it was
not randomly selected from the entire priest populations in
the two diocese and religious order. It might be assumed that
the men who elected to participate in the testing and the sub-
sequent feedback session evidence a high degree of self-motiva-
tion. Hence, it could be concluded that, as a group, the priests
on whom this report is based represent the healthiest end of
the spectrum of personal development. Since POI scores were
available for many of those who took some of the tests--but
not all of them--(who were, therefore, excluded from the study),
a comparison of their scores and those of. the sample population
was conducted. In each of the three sub-groups, a systematic
difference was found on the "inner-directed scale" on the POI
which is the major scale on the test. Those who had taken all
of the tests scored higher on this scale, which tends to con-
firm the possibility that, as a group, they represent a more
positive profile than the overall group from which they came.
The implications of a bias in this sample are twofold:
60
(a) It limits the general izabil ity of the findings;
(b) It decreases the likelihood of finding significant
relations because of restricted range.
cor-
CHAPTER IV
RESULTS
The purpose of this study is -to determine the relationship be-
tween the level of development of the priest and how effectively he
functions in his ministry. The central hypothesis is that priests who
are rated as effective in their various functions and as leaders would
be characterized as more self-actualized, have more positive self-con-
cepts, and would demonstrate higher ego development than those rated
as ineffective.
It was also hypothesized that personality development would
correlate positively with democratic leadership style and that there
would be a negative correlation between personal development and more
traditional and inflexible leadership styles, as measured by the Clergy
Leadership Style Questionnaire.
Hypothesis I and Related Findings
Specifically, it was hypothesized that there would be a sig-
nificant positive correlation between the effectiveness of the priest
and
:
a. A capacity of the priest to live and function in the present
-
(POI);
b. A willingness to think and act more autonomously (POI,
Loevinger);
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c. A willingness to be more spontaneous with feelings, especially
in dealing with feelings of anger and aggression (Loevinger,
POI);
d. A positive self-concept with a capacity for self-acceptance
(TSCS, POI, Loevinger);
e. A clear sense of one's identity (TSCS) and a capacity for close
contact (TSCS, POI.
The results for hypothesis I are presented in Tables 6 and 7
.
Table 6 presents results of a two-variable correlation study, using
the dependent variable number 24 (ministerial effectiveness) and the
twenty-three independent variables. The correlation co-efficient are
listed in decreasing order of magnitude. Of the twenty-three values
listed, nineteen are significant at the .01 level or better.
Table 7 presents those characteristics relevant to the six sim-
ple hypotheses together with the test instruments and scales used for
measurement. All of the correlation coefficients between ministerial
effectiveness and the independent variables representative of the var-
ious characteri sti cs referred to in these hypotheses are positive and
highly significant, except those involving the Loevinger test. How-
ever, in each case where this instrument was used (Hypotheses b., c.
and d.), evidence for confirmation of the hypotheses was produced by
scales from either the Personal Orientation Inventory or the Tennessee
Self-Concept Scale, or both.
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TABLE 6
Correlations and Levels of Significance
Between Ministerial Effectiveness and
All Other Variables
(In Order of Decreasing Significance)
VARIABLE
NUMBER VARIABLE NAME r SIGNIFICANCE TEST
22 Social
.
.372
.001 TSCS
12 Intimacy .356
.001 P0I
2 Autonomy .354 .001 P0I
6 Spontaneity .319 .001 P0I
14 Total Self-Concept .301 .001 TSCS
15 Identity .295 .001 TSCS
17 Satisfaction with Behavior .286 .001 TSCS
3 Sel f -Acceptance .262 .001 POI
7 Sel f-Regard .254 .001 PCI
11 Aggression .250 .001 POI
5 Keeling Reactivity .'248 .001 POI
3 Values .246 .001 POI
18 Physical Self .244 .001 TSCS
16 Satisfaction with Identity .235 .002 TSCS
Q Nature of Man .230 .002 POI
4 Existential ity .232 .002 POI
21 Family Self .204 .006
20 Personal Self .196 .007 TSCS
1 Time-Competence .187 .01 POI
10 Synergy .146 .03 POI
19 Ethical Self .104 .10 TSCS
23 Loevinger .073 .18 LOEV
13 Sel f-Criticism .073 .13
TSCS
Summary
of
Results
for
Hypothesis
I
Examining
Relationships
of
Ministerial
Effectiveness
and
Certain
Personality
Characteristics
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That a number of other scales (Table 6) correlate significant-
ly with ministerial effectiveness might partially be explained by the
high intercorrelations among the psychological variab n es. Table 8
shows the correlations among the independent variables. While a few
negative values are shown, none are significant at the .05 level. In
contrast, a large majority of the positive values are significant at
the .05 level or better, suggesting that many of the independent vari-
ables are measures of either the same or some closely related charac-
teristic. For this reason and because the correlations for practically
all of the sub-scales on the POI and the TSCS are positive and highly
significant, it might be assumed that the conclusions drawn in this
study refer more to the information derived from the total test score
rather than particular sub-scales.
The fact that the Personal Orientation Inventory and the Tennessee
Self-Concept Scale confirms the first hypothesis and the Loevinger Ego
Development Scale does not correlate in any way, may be due to the fact
that the scales measure different kinds of development. Loevinger's
test is a measure of structural development assuming the evolution of
increasingly complex cognitive and personality structures over the
course of human development. Ego development, according to Loevinger,
includes an emphasis on the ego as a universal developmental process
proceeding in the direction of increasing differentiation and hierarch-
ical integration (Loevinger, 1973a, p. 85). At the different stages,
according to Loevinger, there are people who--al though limited
perhaps
in some aspect of their personality development--perform
effectively.
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This is possible (she suggests) because, for example, it is a conform-
ist's world ard it is vaguely presumptuous of those who have not made
it to somehow consider the lower level conformist personality inferior
when that person appears to be leading a relatively successful life.
The aspects of development measured by the Personal Orientation
Inventory and the Tennessee Self-Concept Scale are less easy to define.
They obviously measure some dimensions of psychological health focus-
ing on values, behaviors and self-perceptions. It would be that these
aspects of psychological health reflect more closely than does the con-
tent of the Loevinger test and those characteristics of collegial lead-
ership which are measured by the Survey of Ministerial Effectiveness.
This is what may explain the highly significant correlations, on one
hand, between the P01 and TSCS and effectiveness, and the absence of
any correlation where the Loevinger scale is concerned.
Sec ondary Ana lysi s
When the twenty-three psychological variables are correlated
with the individual items of the effectiveness measure (achieved by
summing three raters’ score on each of the eleven items separately,
a pattern emerges which confirms some of the findings cited above and
helps specify the content of the effectiveness measure (see Table 9).
Firstly, some of the items within the rating measure carry
more weight than others. Noticeably, items 1, 3, 4. 5. and / corre-
late highly with many of the psychological variables frequently at
the .001 level of significance. The content of these items are the
Correlations
Between
Psychological
Variables
and
Combined
Effectiveness
I
terns
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characteristics of collegial leadership. Number one refers to col-
legial leadership, ability to cooperate by sharing authority and re-
sponsibility, etc. Number three measures the subject’s ability to func-
tion well in a team approach to ministry. Number four measures the ex-
tent of the subject's influence in the community. Number five measures
competence in dealing with people in counseling situations. Number
seven measures the ability to work under pressure, manage conflict,
etc.
Furthermore, there appears, consistently, to be a significant
positive relationship between psychological variables 2, 12 and 22,
and practically all the items on the rating measure but especially
items 1, 3, 4, 5, and 7. Variable 2 measures the subject's capacity
to think and behave autonomously. Variable 12 measures the capacity
for intimate contact and variable 22 measures the subject's perception
of his skill in social interaction.
Hypothesis II and Related Findings
It was hypothesized that there would be a significant positive
correlation between ministerial effectiveness and democratic leader-
ship style as measured by the Clergy Leadership Style Questionnaire.
The results for the correlation study presented in Table 10
indicates that this hypothesis was confirmed. The only leadership
style to correlate positively with ministerial effectiveness was en-
titled Team Centered Synergy.
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TABLE 10
Correlations Between Five Leadership
Styles and Ministerial Effectiveness
VARIABLE
NUMBER LEADERSHIP STYLE NAME
-
SIGNIFICANCE TEST
25
..
Team Centered Synergy .275 .01 CLSQ
26 Personal Loyalty 00o
,
o1 .24 CLSQ
27 Supportive of Others -.021 .27 CLSQ
28 Automatic Power -.127 .21 CLSQ
29 Custodial Care -.230 .05 CLSQ
This style most closely corresponds to collegial ity with its
emphasis on both the relational dimension of leadership and the task
to be performed. It is characterized by concern for the needs of in-
dividuals within the group in addition to the importance of paying at-
tention to the i nterpersonal process. It involves a certain flexibility
and adaptability to different styles of leadership when the situation
calls for it as when, for example, the group is diagnosed as immature
and requires more directive leadership than a more mature group.
As Table 10 indicates, the other four leadership styles measured
by the test do not correlate positively. In fact, the more
these styles
deviate in behavior and values from Team Centered Synergy,
the more
This lends further weight to thenegative the correlation becomes.
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assumption that effectiveness in the contemporary ministry correlate
with the more democratic personality characteristics measured by the
psychological tests.
CHAPTER V
DISCUSSION AND CONCLUSIONS
This study has implications f-or those responsible for the con-
tinued development' of priests. The dilemma posed in the first chapter
is central to the issue raised in this study: Is it wise to place
first priority op assisting priests to achieve greater personal matur-
ity, and therefore, possibly be more productive in their work; or
should the Church put priority on priests adjusting themselves to the
expectations of the institution, even at the price of not developing
themselves?
The data confirms that to encourage the individual development
of priests is not at all alien to the objective of maintaining insti-
tutional integrity. To put it another way, the evidence in this study
suggests that effective collegial leadership in the Post Vatican II
Church demands growing personalities.
The data clearly demonstrates that there is a highly significant
relationship between self-actualization and positive self-concepts in
priests and effectiveness as leaders. ^
Secondly, there was found to be a positive relationship between
democratic, collegial leadership style and the efficiency of the priest.
Conversely, those priests who were characterized as more traditional
and autocratic in their leadership style were judged as less effective
in their ministry.
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It is important to keep in mind that, although the relation-
ships which emerge from the data suggest that action taken to assist
priests in becoming more self-actualized will, in turn, improve their
effectiveness, these relationships are correlational rather than causal.
While the high correlations provide confirmation for the hypothesis
that personal growth and priestly effectiveness are closely related,
this does not necessarily imply that scores on measures of self-actual-
ization and self-concept can be used as precise predictors of minister-
ial effectiveness. It is possible that other variables, not mentioned
in this study, may account for some percentage of the total variance
of the dependent variable.
What is clear is the fact that personality integration and min-
isterial effectiveness go hand-in-hand. It might be assumed that per-
sonality development and increased self-actualization lead to effective
ness. There is no evidence in the data for this assertion, however.
Perhaps efficiency is what increases maturity, and therefore, to pro-
mote job satisfaction and greater productivity on the part of the in-
dividual priest is what will lead to increased development. Further
study might shed light on this question.
Many theorists, as represented by Snygg and Combs ( 1959 ) and
Rogers (1961), hold strongly to the position that the self-concept,
especially, is associated with an individual's level of behavioral com
petence; and that it is a sensitive index of good judgement, effective
functioning and utilization of one's potentialities. Researchers in
this area, for example Lynch (1968) and Vargas (1968), report that
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individuals judged as low in self-esteem suffered from blocked energy
which might have been channelled into creative and productive work.
Conversely, those persons who genuinely valued themselves had more
energy available with which to reach out and recognize the value,
dignity and worth of other human beings.
Perhaps personality development and effectiveness are related
to some third variable which this study may have overlooked. Two
previous studies suggest that theological orientation is a key fac-
tor in determining effectiveness. Stewart (1969) reported that
clergymen who were rated as theologically conservative tended to be
comparatively non-self-actualizing and showed evidence of being poorer
in interpersonal relationships, insensitive and rigid--a profile which
reflected in the quality of their work. Bury (1974), in a similar
study, found that priests who were more inclined to be influenced
in their activities by the demands of the institution were also char-
acterized as other--di rected and dependent, afraid to take risks or
to take a stand. On the other hand, he found priests who were less
"other worldly" and more involved in human interaction in their ori-
entation to evidence greater psychological development and exhibit
more inner-directedness and independence. This relates closely to.
the finding of this study that those priests who demonstrated a more
democratic and collegial in one's relationships--parti cul ai ly in a
position of leadership--suggests a flexible, open personality and
a willingness to relate personally rather than from a role.
Another variable which may play a significant part, in deter-
mining the effectiveness of the prie
f t is the situation in which he
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finds himself and specifically, the quality of his relationships with
his colleague. Bury (1974) states that the more fulfilling the asso-
ciates perceive their relationship with the pastor to be, the more
satisfied they are in their priestly life. And, conversely, the less
positive the personal relationship, the more alien the associates tend
to be. Bury reported that when associates reflect on their life as
priests, the quality of the pastor/associate relationship plays a sig-
nificantly important part in their feelings of overall satisfaction
and their ability to function well. Furthermore, he found a tendency
in pastors who were more psychologically developed to promote growth
facilitating relationships. It would be useful to conduct further re-
search to explore more directly the impact on effective functioning
if such variables as theological orientation, pastor/associate rela-
tionships and situational fit.
The central question of this study is whether the priesthood
is a profession that can contain and express the personalities of
psychologically growing persons. Or is it, in view of institutional
needs, a profession in which the man who can shape himself to its de-
mands is the person who is desirable? The findings indicate that the
process of encouraging gorwth in persons does not necessarily set
them against the organization in which they work. The results show
that those who are characterized by a relatively high degree of self-
actualization contribute more creatively to the demands of today s
church, and do so with a greater sense of self-satisfaction. This
finding is supported by research in management which shows the wis-
dom of encouraging growth rather than repressing it as the key
to n
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effective organization. No solution can totally ignore the needs of
either the individuals or the institution. No recommendation which
ignores the need to reconcile individual growth with institutional
aims can be psychologically successful. It may be that over-emphasis
on institutional goals and demands for conformity to them on the part
of priests has limited their personal development. To strengthen the
personalities of priests in the future, therefore, implies modified
expectations for conforming behavior on their part.
Kennedy and Heckler (1973), in their psychological study of
American priests, sum up the issues involved this way:
. . . the basic problem with American priests would seem to be
the need to provide them with the opportunities and the encour-
agement to continue their personal growth in a successful manner.
One must remember the fact that American priests are psycholog-
ically speaking, ordinary men; greater realism about this will
allow sensible, positive recommendations for the kinds of exper-
iences they require to move forward in their personal growth.
To recommend the creation of more opportunities for self-devel-
opment is not in any sense to pander to some kind of weakness.
It is rather to capitalize on their strength, their residual
capacity to achieve greater maturity.
Kennedy points to the weaknesses of the past. . .
Sore of the policies that have been implemented to prepare men
for the priesthood have been based on a misunderstanding of
psychological reality: these policies, such as removal of sem-
inarians from ordinary developmental educational and social ex-
periences, have contributed to arresting rather than freeing
the growth of men who are priests. If one is committed to the
continued personal development of priests, one must have a real
sense of the nature of the basic difficulty. It is not a sick-
ness that needs a specific medical or psychological treatment;
it is a need for increased personal development, and that can
only be treated by a more adequate experience of mature living,
(p. 159)
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The problem, uncovered by the Kennedy and Heckler study and
others, is largely emotional. This tends to confirm that the develop-
ment of priestly effectiveness is an affective rather than a totally
rational problem. As Kennedy suggests, priests are ordinary men who
have tried their best to cooperate with a system of training and a dis-
cipline of life which has failed to introduce them fully to the real
problems of their personal development.
There is no evidence to suggest that priests, as a group, suf-
fer some kind of psychological illness. If this were the case, then
it would be relatively easy to write fairly specific recommendations;
for example, some form of psychological therapy which might be a way
of increasing effectiveness. Since this is not so, and since the
problem is one of development rather than sickness in need of a cure,
then the best remedy may be a more realistic experience of life it-
self. A minimal recommendation might be the encouragement for priests
to continue to exercise greater personal freedom so that they may as-
sume more responsibility for their own lives. Failure to promote this
kind of freedom raises the question about how priests who are expected
to facilitate growth in other people can realistically accomplish the
task of they themselves have been excluded from opportunities for self-
exploration and self-understanding. The priesthood in the past has
been characterized by a high degree of conformity which has nurtured
passivity, and a tendency to go along with institutional
norms. If
priests today are to exercise the leadership required
of them, they
must be challenged to exercise the kind of freedom
personally, and in
their professional lives, which will promote
their ongoing development.
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Although it goes beyond the scope of this study, it would
still be useful to speculate about appropriate remedies to the situa-
tional difficulties which have promoted and sustained a lack of devel-
opment in priests in the past. It seems reasonable to conclude that
the seminary environment, preparing men for the priesthood, needs to
continue to place greater emphasis on the development of the whole per-
son. It needs to remove restrictions that foreclose the kinds of ex-
periences that lead to psychological development. This removal would
foster greater family involvement and healthy interpersonal relation-
ships. Also a theological method that helps a student theologize about
his experiences is a necessity. Opportunities for continuing education
for priests should be emphasized, and priests should be encouraged to
develop fully the special talents they may possess. The result of
such changes in the training process will be people who will relate
to the Church out of respect, and love rather than fear and blind
obedience which has sometimes been the case in the past. Increasing
trust and decreasing dependency, the organizational socialization
would place greater emphasis on personal autonomy and accountability.
In the past, the total lifestyle of the priest has been dic-
tated, literally, by the organization, leaving no aspect untouched or
unaccounted for. In the future, there is a need for the priest s per-
sonal and professional lives to be distinct so that there is some
private area for which the priest is solely responsible, and which is
not controlled by the institution. Having a private life distinct
from his profession would insure greater energy, nourishment
and growth.
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The Church's primary concern and purpose is to fulfill the two
great commandments, i.e., to promote the good of the human person and
to lead him/her to God. To this goal is a primary investment
in humanity, individually and collectively. The Church must continue
to reflect these values in its care of people and especially through
its concern for priests.
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APPENDIX F
Number of Overall Group
Versus Number of Respondents
NUMBER IN TOTAL TEST
TOTAL GROUP PARTICIPANTS
Group
I
Group
II
Group
III
Rel igious
Order
Diocese
Diocese
192
200
220
68
95
45
TOTAL
PARTICIPANTS
IN STUDY
61
60
33
94
APPENDIX G
Survey of Ministerial Effectiveness
This is an objective survey and is not meant to be an evalua-
tion of the good will or interior disposition of the individual priest
or brother.
Instructions
Please indicate where you see Fr.
on the following seven point scales.
IMPORTANT :
i
.
Spread your scores across the seven points, includi ng the
ext remes, which should not be seen as unrealistic. The survey
can only be meaningful if your assessments Include "highs and
1 ows .
"
ii. If an item does not apply or it is impossible to rate, circle
the number. (4)
iii. Rate the individual as you have seen him prior to any recent
dramatic change (e.g., before change which may result from
participation in support group before 1976).
1 The ability to work cooperatively and professionally with
others
through the collegial bodies and organizations by sharing
author-
ity and responsibility.
Collegial and
Participative 1 2 3 4 5 6 7
Autocratic
2. Interpersonal relationships.
Warm and
Affective 1 2 3 4 5
6
Di stant
7 and Aloof
3. The ability to function well in a
team approach to ministry.
, o 0 a c 6 7 Team Person
Loner 2
4 5
95
4. Influence in overall community.
Influential
Ecumenically 1 234567 Isolationist
5. Competence to conduct individual and family counseling.
Incompetent 1 2 3.4 5 6 7 Competent
6.
Sees his own professional development and personal growth as impor-
tant and takes steps toward self-improvement by participation in
degree programs, available (diocesan) workshops, etc.
Active 1 234567 Passive
7.
The ability to work under pressure, manage conflict, maintain a
sense of humor about it all.
Flexible Timid and
and Open 1 2 3 4 5 6 7 Rigid
8.
Capable of establishing (parish) programs, supervising cost of
ooeration and funding for total (parish) operation.
Incompetent 1234567 Competent
9. In the rectory or community, create a real home for priests
or
brothers and show genuine fraternal concern for them.
Concern for
Commu n i ty 2 3 4
5 6
Distant
7 from fellow
priests (or
brothers)
10. General intuitive evaluation (as minister).
Effective 12345 7 Ineffective
n. General reputation How is he
viewed by those religious and lay
persons in his ministerial situation. Esteemed
and valued
Unknown
.
. 4 5 -6 7 by PeopleQuantity 1 2

